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Chapter «" 1 


Terms of Reference and Scope of the Study 

In pursuance o£ a proposal by the Indian Council of 
Agricultural Research in January 1979/ a team consisting 
of Director (Personnel) / ICAR/, and two specialists frcana 
the Indian institute of E^blic Administration was 
constituted by the Director-General to make an in-depth 
study into the administration of the Divisions in the 
ICAR Institutes -with a view tot (i) identifying the 
bottlenecks; and (ii) suggesting rOTedial measures V 
eliminate them. The study was initiated on 22nd January, 
1979 by Prof . Mohit BhattacharyA and Dr . K .L •• Handa of 
IIPA# Subse^chtly, because of Prof. Bhattachary a* S 
joining Calcutta University Prof .SJP. Verma r^laced him. 

The study is primarily concerned witht. ^ 

i) Relationships within the Divisioh, 

11) Ihter-di visional relationship, 

iii) Relationship between the Divisions and the 
■ ' ^ director* s^ o 

The r^ort which follows has been prepared by 
Prof*' S.P# Verma and Dr. K.L. Handa. They are grateful 
to Shri P.v. Hariharsankaran, Director (Personnel), ICAR, 
with whom they had the benefit cxE discussions on various 
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matters dealt vd.thin the r^ort and who was instrumental in 
macing available all the help needed in connection vd.th the 
study. The authors are also thankful to the Directors and 
staff of the various institutss they visited for the help and 
cooperation rendered by than in the conduct of the study. 

Before embarking upon the study, the authors had also the 
advantage of having preliminary discussions with the (then) 
DireGtor-General, Dr, M *3, Swaminathan* The authors are 
indebted to him for paring his valuabl^^e^^^^^^ 

The Director of IIFA^ Shri T.H, Chaturvedi has been 
extr^ely helpfiil in carrying out this study*' But for his 
constant support and advice the report could not have been 
completed on time. The authors express their de^ sense 
of gratitude for his gui'Stance and help* 







Chapter - 2 

Sunroary of Conclusions and Reconroendatlons 
Chapter- 3 ■ ^ 

v .tCi) The Divisions in the ICAR institutes have been 
the maih functional units for carrying out tha 
research, educational and extorision activitiss 
in their respective areas of specialization* 
Their functioning, ho-wevsr, has cme under 
’ " severe criticism, primarily because of in tra- 
divisional administrat ive problens ’s^hich have 
seriously hampered the research and other 
activities' of the- sciGntlcts.^, - : ' " ^ 

Chapter- 4 

Cii) The well-intentioned Agricultural Research 

Service scheme has to operate within a properly 
adjusted acininistrative systOT and a aaitably 
created environment of work if return from 
investment on agricultural research is to be 
. optimised.' ' 

Ciii5 The study has revcialed that neither the org^isar' 
tion structuro nor the work environment of the ' 
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Divisions, particularly in bigger institutes, 
are such as vjould motivate scientists to dedicate 
thensalves to resaarch, education, and extension 
wrk in their respective areas of i^ecial ization 
in order to achieve the objectivos of the 
institute in which they are functioning# 

(±v) 'The dysfunctional vrork environment has resulted 

• because of the- dichotony which exists between the 

forward looking Agricultureil Res. ^ arch Service 

schane and the old organisational structure in 

\<hiGh it is opereating. organizational form 

appropriate to the new personnel policy and 

reflecting the requirements of parforrnancQ 

oriCTi tad research projects has not been evolved 

to synchronize with the objective of these 

institutas for innovations in the areas of 

problem solving applied res>,arch and mission oriented 
basic research. 

(v5 The main problem rcssponsible for the frustrations 
of the scientists may be identified as the manner 
in which various Divisions in these institutes 
are organized and are functioning. A Divi Mon 
is headed by a Head of Division, who is generally 
an S-3 scientist or a sciantist of an equivalent 
level. He wields administrative and financial 
powers in relation to the functioning of the 
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Division . He is responsible for regulating and 
c»-ord^ working of other scientists 

in the- Division . He also records his comments 
on the annual performance reports of the 
sciQitists working in the Division* 

(vi) But, with the introduction of the i^ri cultural 
Research Service and the S-yearly assessment 
system for promotion of sci^jatists to the next 
grade, more and more scientists in a Division 
are gradually being up-graded to S— 3 
thereby bringing thesm at par with the grade of 
the Head of Division * Over a period, this procoss 
will go on incraasing the number of scientists 
in S-3 grade in each Division* The scientists 
who reach S -3 grade find it hard to have anothar 
S-3 scientist as Head of Division wielding 
administrative, financial and academic control 

Sven the scientists at lower levels, 
do not relish restrictive 
administrative and financial control ex-.rcised by 
the Head of Division* This situation has already 
resulted in too many irritations between the 
Head of Division and other scientists in the 
Division on various matters#-. 
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(vli) The situation can be remedied by assigning to 

of .Division the functions o£ a co- . 
ordinator to manage and control the cxjmmon 
facilities and services of the Division . He may 
also OD-ordinate academic matters of common 
interest to scientists in the Division. The 
Head of Division may bo delegated the necessary 
administrative and financial po^/ers fer managing 
these functions. He may be eppointed on rotation 
basis for a term of three years.’ The appoint- 
mait of Head of Division by rotation may be 
restricted to senior scientists of S--3 grade if 
sufficient number of these are available in the 
Division . otherwise, even S-2 scientists may be 
considered for appointment as Head of Division on 
the basis of rotation. 

CvMi) Hhereas the Head of Division is to assume the role 
of a coordinator for academic and a<itiinistrativo 
matters pertaining to the Division on tenure 
basis, the academic leadership has to- be 
di^ereed among principal investigators or project 
leaders in regard to their reject ive projects. 
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Ghaptor- 5 

(ix) Tho Division in the Inst itutos under ICAR ara 

carrying out their functions in tarros of rosoarcih 
projects, extension programmes and educational 
activities,, which are the basic output units, 

A research project is conducted by a scientist 
as its Principal Investigator, and the pro ject 
tQcm also includes somo.^ other scientists as 
collaborators. In most cases, the performance 
unit for which inputs or axpenditure of resources 
con be related to the resulting output is a y 
project. Bbr achieving on efficient functioning 
of a performance unit, it is noecsssary 
adequate powers Qomm 0:3 su rate /ith the task to b^ 

^ ^ ^ are dolcgated- to the concernGd ^ 

re^onsibility centre. A dysfunctionality is,^^ 
at present, existing in the working of the Divisions 

^ basic principle 

that powers must match the re^onsibility to be 
discharged.' 

(x) The Head of Division is having centred in him 
most of the financial and administrative powers 
delegated to the Division v?ithout himself being 
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directly acGountabla for the suGOi^ssful Gortple— 

':ici c f ' ’ "■ ’’".rrh' •?~;i vhl r''' '^cl?ntisfes 
from his Divisioi'ji are paxcj'.cipatihg as principciL 
invastioator 3 oJ." as collc,'ijr’ra‘s:oro^. The scientists 
in the Division aro raopoasiblo for axccuting the 
projects in which they a.tr c,nc;o.c<'=d 'without 
possaoiSing the po^^^:rs ccm'nensarate v«dth and 
necessary for the discharge of their rQsponsi~ 
bilitias. The rasult is that distortions are 
taking place at both fcha levels, i.e*/ the Head 
of Division and the individuiiL scientist « 

(xi) Thu renaedy suggested to resolve this problorn is 
that powers stou Id be con trad only at levels 
which are ■ respon eible and ciCcountalDlc? for, definite 
per form o*n GO# i.j . I^x/titute, the frrst such 
, levoi at the top is the DirGctdr himself, who 
gaiould; be delegated lali; the admihi;strativQ"\^ 
financial pov7crs commonsurato with his responsi- 
bility . This is assent iai and important becauso 
performanco of the various scientists in tho 
Xnstituto, and therefore that of the Instituto 
itself reflects into his porformanca, „ ' 

(xii) The next lovel in the institute, bolow the 

Diroctor* s level, and responsible for dofinifeo 
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performance is a pro ject unit whose leader or 
principal investigator should be dele gat >2d powers 
commensurate with his responsibilities ’ and the 
tasks to be accomplished by him. This does not 
mean that there is no need for Divisions which are 
organized in terms of specific disciplines. The^ 
Divisions would continue to be necessary to retain 
the identity of a discipline/ and to provide an 
organization for the scientists belonging to the 
some discipline to have bet ter interaction m 
thOT/ viiich is necessary for their growth ond^^^ ^ 
development, aat# the rigidity surrounding a ^ 

Di vision bocause of the centralisation of most 
of the delegated powers in the Head of Division 
must be remov d in order to provide the necessary 
flexibility and better facility to the scientists 
for executing their projects/ and for w^ 
inter-Divisional and multi~disciplinary projects 
which may cut across Division boundaries. 

(xlii) It is/ therefore/ suggest ed that the administrative 

powers necessary jfor executing a 
project should be delegated to the scientist 
wlx> is the principal investigator of the projecjt. 
There can be further scope for redelegation of 




powers from the principal investigator to other 
... sciantists resDonsihle for axaea ting dafinite 
compon^ts of the project. 

(xiv) The facilities and services specific to the 

, requirements of a project should loe placed under 
the charge of the conccrnod project leader so that 
he may not have to depend on tha exercise of 
discretion by the Head of Division in such mat tors.- 
Project-based management of research jji the 
Institute will create discrete performance units 
with distinct responsibilities assigned to 
scientists* The projact can^ thus, be treated as 
a rasponsibility centra with the project leader exerci- 
sing specific delegations and being held accounta- 
ble for the results to be achieved Such an approach 
would decentralisG powers and distribute them 
between the Head of Division and the project 
; leaders «• 

(xv) If financial and administrative powers are to be 
delegated to the project leaders, it wouid becono 
necessary for the pu rposed of accountability 
that budget classification is al^ •structured 

in terms of these projects and funds allocated 
accordingly. Not only that, accounting classifica- 
tion would alaD need to be structured in a way as 
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to provide for recording o£ transactions in terms 
of account heads assign <2d to pro jects and their 
■■siih units. 

(xvi) In such a scheme, -a reporting systain ’!/^hich keeps 
informing the Director, periodically/ alx>ut the 
use of delegations by the project authorities 
and the CO rr amending achievements, would neal 
to be designed to ensure accountability for the 
es^endituro incurred. The reports to be furnished 
to the Director or returns to be submitted to 
his office should not be too many, and their 
number should be kept to the absolute minimum 
/required.- 

(xvii) A pro ject-based systcin of management would make 
a proper planning of projects of utmost inpor— 
tanco before pro ject-mso budgetary allocation of 
funds can be decided upon. It is not only that 
a proper scrutiny of new research projects is of 
vital importance/ even the projects once approved 
and under implementation should bo subjected bo a 
fchcrough examination at periodical intervals. A 
zero base planning exercise should be conducted 
for each running project every five years to 
determine its justification for flirt her continuance. 
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Cxviii) The resource requiranents for executing a project^ 

like manpower, raa machinery, equipment, etc,, 

/ need to be dstermined on the basis of sciontifte 
norms and standards for each of the inputs. This 
is essential to remoVG adhoc or arbitrary cpproaches 
in framing the budget by the pro ject leader .and in 
scrutiny of such tudgat estimates in the ccrttral 
office under the Dircjctor* 

(xix) The position and role of the Head of Division as 

delineated’ in this report' would necessitate change 
in the system of writing of confidential reports 
of scientists by the Head of Division, Whereas 
the Director of the ‘institute being uitimsfcGly 
rsiponsible for the output of the Institute, must 
be involved in the assessment of the performance 
of scientists, the other procedures as at presciit 
existing need considerable change.' In smaller 
institutes, and particularly for the ^nior 
scientists, it ^ould be po ssiblc for the 
Director himself to make annual'' assessment of the 
waric of these scientists in consultation with 
panels of : Gjperts. ibr 'others, he 
may constitute panels of experts for' specific 
disciplines for carrying out annual performance 
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assessment of the scientists wrking in aach of 
these disciplines j. under his j^pervision* ITn the 
case of bigger institutes, the nir-;Gtor may need 
to be assisted by a larger number of such panels 
to cover even the performance assessmoit of senior 
scientists in addition to that of ot bar scientists.' 

Chapter- 6 

(xx;) The pro ject based management in tarms of re^onsi- 
bility centres enables correlation of the inputs 
used ©r the expenditure incurred on a pro ject 
■with the results achieved* The information 
regarding progressive ejpcsnditure on a pro 
should, therefore, 1x3 related to the oorrespondi^ 
achievements and periodically r^orted to 
Director of the institute.' J4iy deviation 
actual accomplishment from the budget plan must 
be properly analysed and e3p)lainQd. Monitoring 
and analysis of such information in the central 
office to assist the Director would facilitate 
exercise of managam^t control, on his part c3:id 
make it more meaningfiil 

(xxi) Such a man ag smelt control syston would help enforce 
accountability of the project leader for the 
research tasks assigned to him. But, before he 
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can be held re^onsible for the achievement of 
results, it is nedessary to enaare that he is 
provided with the various facilities required 
for an effective implanentation of his pro ject 
These facilities may be in terms of the necessary 
delegation of po^srsrs, simple and worhable 
adninistrative and financial procedures, and the 
necessary support services of accounts and 
• administrative staff •• 

C^Qcii) There is an -urg ant need to remove the long delays 
vdd.ch take place effecting purGhases through 

DGS & D, and which cause lot of irritations and 
frustrations to the scientists 'because these 
. seriously dislocate 'and upset- their research ■work.' 
The entire arrangement for the ■utilization of the 
■; services of DGS &• D needs to be ravlGwed.' 

(xxiii) It has been observed that oertain equipments 

possessed by different Divisions of an instituta, 
which are required for Use lay scion ti St s in 
another Division do hot easily become available to 
them* It may be desirable to consider that for 
^ch like major equi^ a coitralised facility 

is crsatiid to which all the scientists in the 
Institute who need to use the <^ipment should 
have access according to a proper system established. 


mpmmmmmmmnmmK 
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(xxiv) Efforts should bo made to formulate a sini)li£ied 

purchaso manual/ containing rationalised procaduras/ 
for ICAR institutes so that purchasas of materials 
and equipment needed by the scientists are transac- 
ted without undue delay/ and audit objections are 
kept to aminimiffn. 

(xxv) In a project based system of re^onsibility ccaatros/ 
powisrs for sanctioning a purchase upto Rs. 5000/- 
should be delegated to each project leader provided 
he is S-3 grade scientist or' of abave level*' 

Other levels of scientists/ i.e./ S-2 grade and 
S-1 grade should be delegated down v/ard graded 
powers for sanction of purchases/ say Rs. 3000 for 
S~2 grade scientist and Rs*i000 for S-1 grade 
scientist or some other suitable limits* Enhanced 
delegations would be necessary for a scientist who 
is incharge of a regional centre located at a 
place far removed f mm the headquarters of the 
Institute* The delegation pattern for such 
regional centres would need to be framed after 
making a thorough study of their i^ecific needs 
and by striking a baleen ce between the requirements 
of financial control and providing the necessary 
facilities to the scifantists* 
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(3ocvl) The observance of rules and regulations on the part 
of scientists is essoitial so that audit objections 
attracted ■which wju I d otherwise consume 
their time on a non-research activity. The 
scientists* awareness of the requircjment s of 
financial rules can be ensured if each Division 
is equipped with ccaapetent adninistrat ive/account s 
personnel ^o should provide the needed support to 
the Head of Divisican and other pro ject leaders 
in the Division. 

Chapter- 7 

(xxvii) It is imperative that the s-aientists* percj^tion 
of the problems of adainistration is made 
realistic so that their ej^peotations from the 
administrative side are brought into proper fools. 
This ^ould considerably inpro've the working 
relationship between the two parties. To bring 
about the nacessary change in tlie attitude of 

is essential that they are given 
seme training in accounts and financial matters 


and are made aware of the requirements and 
problons of the adninistrative syston. 

(xxviiij Instead of conducting financial audit in the same 


way as is done by the Accountant Gunoral's tean^ 


the ICAR audit agcaicy sftouldy at longer int 


rvals/ 
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inject the systems installed in the institutes 
for the conduct of internal audit# irt should 
out useful suggestions to help management in the 
successful discharge of their functions. 

(xxix;) The internal audit agency in an institute should 
develc^ t’wo tspes of specializations ~ one for 
financial audit and the other for management audit# 
The managameit audit wing should assist the 
monitoring of projects to help the Director in their 
evaluation and review# It should focus its efforts 
to analysing ejpsnditurc on different projects 
in order to examine whether the projects are 
being executed econoni call y and vjhether they 
producing the results ersqjact : d of TO 

information generated through m,anagienon^^ audit 
Should help the Director in taking whatever ^ 
rv3iiedial action becomes necessary#- ; 

(xxx) A scientist diould be burdened as little as possible 
with non -acadenic work so as to leave oiough time 
with him to devote to his scientific research. 

His participation in research and acadeanic committees 
may be alright for his growrth and develqpm«anit 
But, his association with so m^y ncai “academic 
ccxtanittees transacting different types of 
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acJninist rat ive ■work for the scionfcists in the 
Division or the Institu-to c.an not be apjjrGGiatsd.' 

It cQrt.ainly takes away lot of his valuable timo 
which could usefully be spent on his prtoary job 
of research.' It is^ therefore^ sugoested that the 
participation of scientists in non~academic 
correnittees should be kept to the ab^lute miniraum.' 
These coirniittees should mainly be cotiposed of 
administrative and accounts personnel and presided 
over by a management scientist ^ if necessary.’ A. 

Head of Division may be' taken as' "a member, r of the 
committee matters pertaining to his Division 
are to be transacted. A sci^tist &iould also 
participate as a member of a non-aCademic committee 
when matters directly pert aihihg to his project 
have to be transacted by the Gomm.itteo. But^ 
beyond this / a scientist ^ould be ^ared the maximum 
time possible to devote to bis creative activity 
of research by not involving him in non-acadanic 
conTOittees.' ' ■ 





Chepter 3 ' ' 

The Backgroutid of XC:ftR- ^d its Instituted 

^ of i^ricrultui^al Research was estab- 

lished in 19 29 as a regist er ed socie:t y in pu rsuance of the 
rec3oiTimandatibn of the Royal Cormission on Agricult ure*' ' 

The Corrfriis Sion had recommended the constitution of a national 
co-ordinating agency in the area of agricultural research. 

The main fuhcticn of the ICAR^ as an ^ex co-ordinating body," 
had been# till 1965# the financing of ad-hoc resoarch projects.' 
These projects ware mainly financed from the revenues obtained 
as a result of i^ricultural Produce Oess Act of 1940*^^^^ 

The Government of India., decided • in :19'6'5 to entru the 
responsibility of managing reseajrch institutibBs M the 
areas of agriculture# animal husbandry# and fisheries# to 
the IGAR. Thus# a large nimiber of research institutions in 
these areas# ind situated in different parts of the country# 
came to be managed by the ICAR.^^ T^ included 'such institu- 
tes also ■which were till then fiunbtioning as central Civil 
D<^artments.: The Minister for" Agriculture end Trrigatior 
is the President of the iCAR. There is .disc a Governing 
Body composed’ of 22 members with the: Director-Generai as 
its Chairman i. The Director-General, is the principal 
executive in tm ICAR.' 
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The in stitufees which were merged with the ICaR were of 
varying sizes and had different backgrounds so, far as their 
orgeinisational structure and administrative set up were 
concerned i A common feature in their functioning under the 
ICAR, however, has been that they have been carrying on their 
work through ^acialized Divisions or similar units into 
■vtiich they have been organised. Each Division generally 
functions under the charge of a Head of Division. Till the 
introduction of the Indicmi Agricultural Res arch Ser vice, a 
Head of Division used to be scalocted through the Union Public 
Service Gormiission and appointed to the post as such. His 
functions have included running of the acininistration of 
his Division, regulating the provision of facilities to scientists, 
writing ahihual confidential reports of the sciontists working 
in the Division, providing a link between the Division and 
the central office of the institute, and do-ordinating the work 
and-iaGtivities of the Division. 

■ The Divisions in the ICAR institutes have been the main 
functional units for carrying out the research, educational and 
extension activities in their re^dctive areas of ^^ecialization . 
Their functioning, however, has come under sesrore criticism, 
primarily because of intra~di visional' administrative problems 
which have seriously hampered the re~sdarch and other activities 
of the scientists. The problems of inter-personal relationship 
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I) 

among sciantists mthin a Division, combinad with other 
problotis ragarding inadaquato dal Gg at ions and dilatory 
acininistrative and financial procedures have given rise to 
bitter complaints from tho scientists that they wore xin able 
to function according to thair capacity and their research 
work was very badly suffering. 

The ICAR Enquiry ConmittGe, v#iich was appointed in 1972, 
pointed out in its report that the working conditions for 
scientists were not conducive to research. Sorie of the major 
complaints regarding the working conditions in the Divisions 
as mentioned in the Enquiry CommitteG Report and quoted 
the Estimates Gonroittee (Sixth Lok Sabha) in its 35th report 
on Tndian Council of Agricultural Research - liforking .C^ 
tions of Agricultural Scioitists (at page 15) ares 

•(i) The Head of Division does not give faeilitiQS for 
work. He favours those v*io work for him. 
tiiV There is no academic atmo^here as theMi is no free 
discussion on re sGcirch projects and results obtained. 

Ciii) Senior scientists insert their names in research 

papers even though they do not do the actual work.' 
Civ) Purchase of chemicals, glassware, etc., take inor- ■ 

■ : di nat o del’ay . ■ ’ : i ^ 

(v) Scientists are not allowed to use certain equipments 
which are available in the Divisions or in the 
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For oxQf?\plg> the oquipmonts avail aixLo 
in the Division of Biochonisti^y of lAKi: are not 
shartad by all the colleagues of the Division or 
in the Institute. The Nuclear Research Laboratory 
V ^ ^ scientists of other 

Divisions normally Gc^rinot use. 

The aiquiry Commit teG found most of these complaints as genuine. 

The deterioration of working conditions in the Divisions 
has resulted in a good £ 2 mount of a scientist * s time being 
wasted on unacadonic activities. In order to solve these problems 
and feraove the complaints of the scientists, it has been 
suggested by seme e^g^ert bodies that Divisional Committees 
Gonpeising varicu s grades of scientists should be constituted 
to look after sane of the functions of the Division. The ICAR 
Eanquiry Committee also made a recommendation on these lines.’ 

It observed that ''the aciministration of Division should be such 
that all the GCientists rniay be involved in it . This should 
make thQTi feel that they have something to contribute to the 
progress of the Division" . 

• In' the ICAR institutes, oanraittees of .various t]pes, .and 
at different levels have been constituted to look after matters 
concerning the wark requiranent s and other needs of ^ 

Cited from the Estimates Committee (sixth' Lok Sabha) , Thirty 
Rifth Report, on Ministry of Agriculture and Irrigation ~ 

Indian Council of Agricultural Research, Working Conditions of 
Agricultural Scientists, 1978-79, p. 17 . 
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scientists. These coaifnitieis are also involved in transacting 
busjJiess pertaining to some aspects of the administration 
of the Divisions. There is, however, no uniform pattern 
for the functioning of these committees. The constitution 
and operation of these committees, generally, depend upon 
the size of the Institute and the nature and quantum of work 
to be transacted. In certain cases, there are Divisional 
Committees attending to a particular item of work, vlaich in 
other institutes may be transacted by Committees at the 
Institute* s headquarters level. However, canmitteos with the 
participation of scientists have been functioning in different 
forms in the various institutes of the ICAR to look after 
■different types of business ' 
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THE AGRICULTURAL RESEARCH SSRVICB 
THE POSITION OF THE HB/jD OF 
DIVISION 







Chapter - 4 


T he .Sqricultural Research Service 

Posi-tidn o£ the^ Head of ; ; ■ 

Division ' ■■ ■' 

The ICAR instittites are engaged in creative activitios 
which require scholarship Of talented scientists/ and an 
attitude of n\ind on their part conducive to the pronotion of 
these activities. An Agricultural Research Service has loeen 
created by the ICAR since October 1975 to attract bright 
sci^tists to its institutes and to provide better promot ion 
prospects tp those woricing therein* This service includes all 
posts in the area of agricultural roeearch and educatioh 
(including extension education) / the Ogties of which may 
require expiertise in physical, biological/ engineering/ 
tecbhbiogiCal/ statistical/ home or social sciences or in 
planning, programming and management of scientific research. 
The service is composod of . four.' grades o.f scient ist s, viz * / 

. ... ." . ic ' 

S/ S-i',S-2' 'and/'S'-^^^^ 

A single mai\ber Agricultural Scientists Recruitment . 
Board (ASRB) has been set up as an ind^epdent recruiting 
agency. Its functions includes (i) recruitment tp posts in 

These carry pay scales of .Rs. 650-1200 for S grade/ 

Rs .700-1300 for S-1/ Rs. 1100-1600 for S-2 ‘and Rs.15d"o-20O0' 
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the ^jncultural Research Service, ( ii) recruitmesnt to such 
other posts and services as may tpecified by the President 
of the Society fromitinte. to time, and ■(iii) rendering such 
other assistance in personnel matters including promotion as 
may be required by the President of the ICAR. 

The Service was initially constituted by the absprpticn 
of regular employees of the Council after assessment of their 
eligibility and suitability by the Agricultural Scientists 
Recruitm^t Board. Thosa employees viio were not qualified 
for the purpose of absorption into the Service at the time 
of its ODnstitution, have been allowed time till 1st October, 
198G, to, acquire the requisite qualifications so that they 
could be inducted into the Service on being found suitable by 
the ASRB . Scientists are also recruited to S 1 grade of the 
Service, on selection by the ASRB through a competitive eic^inai 
tion. The Service, in addition to recruiting the scientists 
through competitive examination, is also maintained by 
lateral entry of scientists to higher grades through selec- 
tion by the ASRB. Eminent scientists are also invited for 
suitable appointments with the approval of the Controlling 
^Authority#' • ■ : 

^ ^ ^ of the Agricultural Research 

service is that scientists inducted into or recruited to it 
can bo promoted irrespective of the occurrence of vacancies. 
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This is done on the basis pf fivQ~Yearly assessment of a ^ 
scientist * s per formance by an external panel of eminent 
scientists nominated by the Chairman of ASRB. These panels 
or committees are constituted for each professional discipline* 
The Chairman of the ASRB chooses eiainent scientists belonging 
to a particular discipline to be members of the committee for 
conducting the five “yearly assessment of scientists in that 
discipline* The scientists in grades s-1 to S-S, after 
completing five years of service in their respective grades# 
become eligible for assessment for promotion to the next gra^ 
or for advance increments in the existing grade. This 
condition ; o f five year^ * service r egu ir emen t for the assessment 
of the work of a: scientist is, however, not applicable to the 
cases of scientists in grade S -who may be assessed for promotior 
to grade , S*"1 or assessed for advance increments within grade 
s before their compieting five years of service* 

The fivG-yGarly assessment of the performance of a .:'■ 
scientist done by an expert panel constituted by the ASRB 
Chairman, is conducted by taking into consideration the 
followings ■ 

(i) the material furnished in the 5-yearly assessment 
(ii) research project files maintained by the scientist. 
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: (iii) bio-<3ata, and^ career inforraation, by the scientist 
throughout his service in the ICAR, 

(iv) confidential reports for the past five years, 

(v) personal discussion if so desired by the concerned 
V 'V^:SeiQntdst>-' " ; "v 

The purpose of the Agricultural Research Service is to 
enable a young scientist who enters a research career, to 
achieve the. highest salary possible in public services without 
changing his field of spacialisation and withcaat shifting to 
administrative posts* The built-in^ opportunity for career 
advancomi^t in the -^^ricultUral Research Service, irre^ectiv© 
of .tlie occurrence of vacancies, - Should scientist 
to .-■be,; -all the time - cempeting- Mth.-his-^ past performance 
with -a... .view to showing better 'results* The systen of five- 
yearly' assesatientr^eks to '"link rights, with duties in a 
way that dedicat ed and of f ici en t di schar ge of re^on sibil it ies 
by the sciantists should ' become the means for securing 
professional advancement . 

The personnel policies of the research institutes of the 
ICAR have, therefore, been so orionited as to provide satis- 
faction to a scientist so far as his career prospects are 
concerned* The intention is to achieve the best results out 
of a scientist's efforts in order to get the maximum return 
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from the invesument rnado in agricultural research. 
the quality and c^antum o£ "worh done by a scientist are also 
dependent upon the technical/ administrative/ and other 
support he gets from the organisation. .-The wrk environnicnt 
within which he functions -would also be a significant factor 
having bearing on his output. The well-intoationed J^ricultural 
Research Service scheme has, therefore/ to operate within a 
properly adjusted administrative system and a suitabiy 
created environment of work if return from investment on agricul- 
tural research is to -be optimised.' 1 

Our study has revealed that neither the organisation^ ^ 
structure nor the work environment of the Divisions/ parti- 
cularly in bigger institutes/ are such as would motiyate 
scientists to dedicate themselves to research/ education/ and 
ebd:ension work in their respective areas of ^ecialization in 
order to achieve the objectives of the institute in which they 
■are fianctioning. Tn brief, the real problem seems to be that • 
growth and diver sificat ion (differentiation) have not been 
paralleled by cawmensurato work organisation . Each Division 
has a number of members who have been inducted from time to 
time to add to the strength of the Division. This has resulted 
in: (a) new behavioural disposition seping in the Division, and 
(b) additional demand on the ppport services such as labora- 
tory, labour, and administrative inputs (stores, etc.) . It 
s€2ams efforts are needed to reouLign the organisation of the 
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Division in the light of its growth and development *' 

The Agricaaltural Research Service .scfliaiiQ has operated 
for a few yaars so far (i.e.' from October 1975 to date) . 

May be# it is somewhat early to expect the necessary changes, 
in the attitudes of scientists to have come about as visua- 
lized in' the new personnel policy. It was thought that the 
five-yearly assessm^t systtam for promotions wuld impel the 
scientists to compete with their own record rather than with 
each other. It was also hoped that the new Service would 
elicit acceptance from the scientists of the principle that 
rights and responsibilities ' are inseparable* The behaviour 
pattern' of thc; scientists, it was expected, would ontody 
theserfeatur^s which shcu Id become' part . of the work culture 
of their organisation. It seems that if the realization of 
these, hopes is to be facilitated, tlie Divisional adninistra— 
tion, X'JDuld need to be 'reorganized with the necessary reforms 
brought about in organisation structure and administrative 
procedures . 




The dys36unctional work environment has resultol because 
the dichotomy which exists between the forward looking 


Agricsiltural Research Service scheme .and the old organisap- 


tional structure in which it is operating* organizati(dial 
form appropriate to the new personnel policy and reflecting 
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the requirements of performance oriented research pro 
has not been evolved to synchronicQ with the objectives of 
these institutes for innovations, in the areas of problem 
solving applied research and mission oriented basic research. 

^ The Division is the basic functional unit in an ICAR 
Instifcnte. It is the monbership of a Division which broadly 
defines a scientist *s area of worlc. It is through the 
Division that he relates himself to the larger strueture of 
the Institute. This relation diip is also marked by the fact 
that the scientists in the Division are not equal in rank# 
status and power. There are senior scientists# professors#^^^^^^^^^^^^^^^^^^^^ 
scientists# associate professors# junior scientists/ assistant 
professors# and other tectnical and non -technical staff 
.working in various research projects. 

The main problon responsible for the frustrations of 
the scientists may be identified as the manner in \'ihich 
various Divisions in these institutes are organized and are 
funGtioning. A Dim Sion is headed by a Head of Divisictfl/ wbo 
is g< 2 nerally ah S 3 scientist or a ©^ientist of an equivalent 
level. He wields administrative and financial powers in 
relation to the functioning of the Division. He is 
responsible for regulating and coordinating the working of 
other scientists in the Division. He also records his comments 
on the annual performance reports of the scismtists working 
;-ih ::bh.d;:Di^^^ . 
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Un<3er the systQi\ ■&i^ich obtained before the introduction 
of the i^ricultural Research Service, the Head of Division 
used to be in a scale higher- |han the scales of pay of other 
sci(3itists in the Division. He was taken as a superior so 
far as his status was concerned. He wielded the powers of 
a controlling authority ( atiiiinistrat ive and academic) over 
other scientist s in the Division . Though such a hierarchical 
structure was not suitable for the organisation of research 
activities, less complaints might have been heard^te 

• , f.'.v . ■ ■ . .. ■ • - ■ ' ' 

the scientists in the Division accepted the higher status of 
the, He^, of Divi^on . , 

rut, with the introduction of the -Agricultural Research 
Service and the S-Yearly assessment system for prcsnotion of 
scientists to the next grade, more and more scientists in a 
Division are gradually being upgraded to S 3 level, therehy 
bringing then at par with the grade of the Head of Division* 
Over a period, this process will go on increasing the number 
of scientists in s 3 grade in each Divisicn. The scientists 
who reach s 3 gracfe find it hard to have another S 3 scientist 
as Head of Division wielding adnin is trative, financial and 
academic control over than. Even the scientists at lower 
levels, i.e», s 2 or s 1 do not reli^ restrictive ackni— 
nistrative and financial control exercised by the Head of 
Division. 
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■ This situation'' ''has' already .resulted in ' tex) maiy irrita---^^^^^^ ; 
tipns batwea:! the Head of Division and other scientists in the 
Division on various matters. During our interviews vd-th a 
number of scientists/ many of thorn confessed that their 
productivity was less than 50 per cent of their c^acity^^^^^^ 
because of these problems. The scientists encounter irrita- 
tions in dealing with the Head of Division whether they are 
working on a pro ject based in the Division/ or participating 
in a project of another Division^ or when they coll cibor ate in 
:an 111 1 India Goordin at ed Project. 

The Constitution of the Agricultural Research Service 
though well intentioned/ haS/ thus, become a major factojr 
which has led to erosion of cohesion in the Divisional 
organization. The scientists finding it difficult to an sure 
f nict if ication, -.of individual research work, tend to develop 
a feeling of alienation from creative work.' This also paves 
the way for internecine conflicts arxi * back-biting* .■ 

the organizational set up of a 
Division in which scientists have to function.. under the 
administrative cx>ntrol of the Head of Division for almost 

every matter becomes unsuitable to catar to the work 

requirements and ariotional needs 4>f the scientists. AS; ' 
anggested in our preliminary report / submitted in February 1979, 
the situation can be remedied by assigning to the Head of 
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Division the functions of a co-^rdinator to manage and 
control the common facilities and services of the Division > 
He may also coordinate academic matters of common interest 
to scientists in the Division. The Head of Division may be 
delegated the nacessary administrative and financial po;t'jers 
for managing these functions. He may be appointed on 
rotation basis for a term of three years*- The appointment 
of Head of Division by rotation may be restricted to scaiior 
scientists of s- 3 grads if a^fficient number of these are 
available in the Di vision . Otherwise, even S-2 scientists 
may be considered for appointment as Head of Division on the 
basis of rotation . It may be pertainent to mention here 
that the Agricultural Research Service; Rules provides 

"The post s of Heads of Divisions in the Institutes 
shall be filled by rotation from amongst the 
Profassors in the Divisions or other senior scien~ 
tists in the scales of pay of Rs *1500-2000 or 
Rs. 1800-2000. 

The has already issued the necessary orders 
(effective from 1st ipril 1979) and guidelines for 


Indian Council of Agricultural Research, "Agricultural 
Research Service'* , October . 19 77 , New Delhi, p .14 . 



- 34 - 

making appointments of HeatSs of Divisions on rotation basis. 

A significant implication of the principle of rotation is 
that the earlier conc^t of the Head o£ Division providing 
scientific leadership in the Division no more holds good,. 
"Whereas he is to assume the role of a •oordinator for academiG 
and administrative matters pertaining to the Division during 
his tenure as Head of Division, the academic leadership has 
to be seen in the context of growing ^ecialisations in 
projects under various principal investigators or project 
leaders.- - ■ 

It is qpite likely that same of the S 3 grade scientists 
may decline the position of Head of Division when their turn 
is due on rotation principle. The functions of academic aid 
administrative ODordination to be performed by the Heads of 
Division may can surae lot of their time and energy in transa- 
cting such M>rk. A scientist, seriously involved in research 

These orders are, however, not applicable to the Heads of 
Divisions who have not opted for the Agricultural Research 
Service and are holding confirmed positions. They are 
about eighteen in number cund are ^read over in three 
institutes. It is only after such Heads of Divisions 
vacate their positions that these Divisicxis can be brought 
under the rotational ^sten.. - 
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may not be w to ^ end his time on acadgnic and 

administrative cxsordinat ion jobs for the Division* 

It is evi. dent that when this office was in vStituted/ the 
Head of Division in aadition to administering the affairs of th 
Division^ was also to provide scientific leadership to other 
scientists working in the Division, over a p-.-riod of time, 
in View of the increasing socializations as well as the 
creation of Agricultural Research Service reailting into 
gradually more and more scientists in a Division being 
promoted to S-3 grade / a situatibh has .ariscsn where the 
scientists find it hard to aedept the Head of Division as in 
a position to provide then scientific leadership * This is 
particularly so because the scientists in a Division wrk in 
diverse fecial ized fields with inich the Head of Division may- 
or may not be dir set ly associated or interested acadatiically. 
What wc3^ bfraccii^tahle in the .changed, situation in regard 
to functions of the Heiadi of Division/ therefore/ .are his 
tasks of - coordinati^^ the varicus academic and administrative 
acti-vities of the Divisicn . and managing its cepmon facilities* 
5b r such a changed role of the Head o£ Division/ iii case 
sufficient number of S- 3 grade sciaitists are not available/ 
who may be willing to accept such a position, the purpose 
can be adequately served by rotating the position a-nong 3-2 
grade scientists also. 
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We envisage a situation wherein the systan ensures that 
scientists really devoted to their research work would not 
seek or show eagerness to occupy the office of the Head of 
Division which entails a large amount of routine administrative 
chores. Presently/ a lot of irritations and heart burning 
cTOongst the scientists can bo at tributed to a feeling ^ 

•bossiam* by the Head of Division on various matters including 
routine ach\ini str at ive problems such as purchase and supply 
of material and ecjiipment or providing laboratory facilities 
or field attendants needed for carrying out their vrark.. The 
situation is / however/ much better in smaller institutes where 
the ^ an of control is within manageable limits for the Director 
of the Institute to himsel f be able to oversee the iitpbrtant 
aspects of the functioning of a Division. In general/ 
significant improvement in the situation could be espectcj^ 
if the functions of fcbe Head of Division are restricted to 
corordinating the resoarch and academic activities of tte 
Division and managing its oommon facilities on a tenure basis. 







: Chapter — 5 

The Suggested Pattern of Divisional Administration 

In the recent orders issued 'by the ICAR, eff^tive from 
1st J^ril, 1979, it has been provided that the position of a 
Head of Division is to be filled by rotation frana amcaipst ^ 
scientists holding grades of Rs*1800~2000 or Rs.l500~2000 and 
those having higher personal grade and wsr Icing in the Division* 

A Head of Division is to hold the position on a tenure basis 
for a period of three years at a. time. In case, there is, , 
no S 3 grade scientist atoailable in a Division, the position 
of the Head of Division can be filled frcm anaongst S 2 grade 
scientists of the Division. It is also provided that an 
eligibl e scienti st may at hi s opt ion deline to accept the 
position of Head of Division. The re^onsibility of the Head 
of Division covers the work relating to organisat ion and ^ 
management of research, teaching and extension education.. 

Also, the functions of Heads of Division are to include such 
other tasks and duties as are assigned to them by the Director 
of 'the Institute.' ■' . 

The principle of appointment of Head of Division by 
rotation and on tenure basis, from amongst S 3 grade scientists 
and, if necessary, also from S 2 grade scientists, ^ould 
bring about a significant change in the position and role of 
the Head of Division. Instead of being an administrati-^^' and an 
academic leader in the Division, as has been the case so far,his 



rnay be a co-ordinator &>r managing the 

■various research/ academic and administrative activities of 
the Division. The acadanic and research leadership necessary 
to'be provided for executing projects may devolve on scientists 
functioning as pro ject 'lGader& or principal investigators in 
their reiated fields of ^ecialisation . 

A scientific institution seen as an organisation consists 
of people - scientists/ technicians/ skilled and unskilled 
wjrkars/ students/ researchers/ admin istrators anid resources/ 
like funds/ laboratories/ equipments and material. 3tt has to 
establish internal systems and processes which are regulated 
1^ the leadership function to enable the scientists to use 
other resources to accomplish the purposes of the institution 
or to achieve the objectives assigned to them through the 
tasks of resQirch/ education or extension which they bave 
/^undertaken-.' : 

The Divisions in 'the institutes under ICAR are carrying 
out their Sanctions in terms of research projects/ extension 
programmes and educational activities/ which are the basic 
output units. A research pro ject is .conducted by a scientist 
as its Principal Investigator/ ^d the pro ject tean also 
includes some other scientists as collaborators. The Principal 
Investigator and other collaborators in a project may bo 
scientists 'in different grades,, spch as S 3/ s 2/ s 1 and 
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functioning of a performanco unit/ it is ncscessary that 
adequate powers" confnjsisurate with the task to be accompli- 
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shed cure delegated to the cbndi’rhed re^onsibility centre* 

A dysfunctionality is, at present/ existing in thd working 
of the Divisions because of tlho violation of this basic 
principle that powers must match the rei^ohsihiiity to bo 
dischajrged. 

The iiead of bivisicm is having centred in him most of 
the f iiidncial ''ind ' kdTiihk*^stbatkve‘pdWQi:s''deiogated'’'' to' the'*’ ^ 
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Investigators or as collaborators. The scientists in the 
Division atg re^onsible for executing the projects in which 
they are engaiged without possessing the powers coramensura te 
with cind necessary for the discharge of their responsibi- 
lities. The result is that distortions 'are talcing place at 
both the levels/ i.e./ the ffeod of Division and the individual 
sci^tist .' -■ _ 

More powers as compared to the research responsibility 
at the level of the Head of Division are producing a taidency 
in him towards bureaucratisation of functions and hiercirchical 
assertions on various matters in his decilings.,with other 
scientists in the Division. This is accentuated by the fact 
that the scientists in the Division, individually, have to own 
responsibility for their performance which has no bearing on 
the professional performance of the Head of Division as a 
scientist.' At the level of . the individual scientist, distor- 
tions are taking; piece and optimum results of his perfortncince 
are not being achieved because o£ the necessary operating 
facility of delegation of powers not matching his repeal si?~ 
bility or task rQQPi-ram^ts * 

;■ Th4 ronedy suggested to resolve this problem is that 
powers should be centred only at levels which are ro^onsiblo 
arfd accountable ior definite performance'.' Tn the Institute, 
tTie :^iriSt" ajch' level at the top is the Director himself/ who 
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Should be delogated all the administrative and financial powers 
Gommensurata with his responsibility. This is essential and 
important because performance of the various scientists in 
the institute, and there.fora, that of the institute itself 
reflects into his performance* 

The next level in the Institute, below the Director's 
level, and responsible for definite performance is a Project 
Unit whose leader or Principal Investigator should be ctelegated 
powers Commensurate with his^ responsibilities and the tasks 
to be acccmplished by him* This does not mean that there 
is no need for Divisions which are organized in terms of 
specific disciplines * These Divisions would continue to bo 
necessary to retain the identity of a discipline, and 
provide an organization for the scientists belonging to 
same discipline to have better interaction among them, which 
is necessary for their growth ^d developriant • But, the rigi- 
dity air rounding a Division because of the centralisation of 
most of the delegated powers in the Head of Division must be 
removei in ordr-r to provide the necessary flexibility and 
better facility to the scitaitists for executing their projects, 
and for working on inter-Divisional and multi-disciplinary 
pro jects , .5*iidh may cut across Division Ixsundaries*^' 



It is,' therefore/ suggested that the administrative and 
financial povjcrs necessary for executing a project should be 
delegated to the scientist is the Principal investigator 
of the project* There can be further scope for rede leg at ion 
of powers from the Principal investigator to other sci^antists 
re^onsible for executing (^finite components of the project. 

The research re^onsibility itself may be assigned in terms of 
projects/ subprojects /and espariments. Normally experiments 
should be assigned to S 1 scientists who may be delcgat,..d powers 
keying in view tbe level of their responsibility. Tho scien- 
tists inchargo of sub-projects and projects should also be 
delegated powers which may be ccHtmensurate with their rc^onsi- 
bilities.' It has been observed that same of the institutes 
under- ICAR have already delegated powers of expenditure sanction 
within certain limits to diffcrrent grades of scientists.' This 
is a step ip the right direction. In such cases/ it has, however, 
to be ensured that the del csgat ions are adequately matching the 
re^on Sibil ities of these scientists. And also that there are 
no undue constraining features either in the structuring of 
these delegations or in the procedural ra<3uirQm^3nts while 
exercising thorn# 

There cannot be a standard pattern of delegations to be 
made to the various sciesntists in the mstitute. Some reasonable 
categorization would have to be done depending upon the needs 
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Of different types of projects, and a delegation pattern evolved 
for each cat.egory* ■ . 

The facilities and services ^ecific to the requiraTients 
of a project should be placed under the charge of the concerned 
Pro ject Leader so that he may not have to depend on the exer- 
cise of discretion by the Head of Ldvl sion in such matters#^ ) 

A Pro ject Lead.rr in such a situation, -would bo devoting some 
of his time to matters pertaining to exarcise of his delggations. 
This would, however, consume only a limited portion of his time* 

Right now, a project leader has to spend a considerable , 
anount of time in procuring these facilities through the Head of 
Division* This also involves Ibt of irritations and heart- 
burning for the scientists in many cases*' IXjring cxir inter-^^^^^^^^^ 
views -with some of the senior scientists, an over-whelming 
majority- of - them agreed that such irrit aticxis and probleitis 
took away far more of their valuable time and energy th^ 
they would need to ^end in' exercising the needed delegations 
thonselves* in addition, power, assertions of the Head 
Division in these matters, who in most cases is of the same 
rank as other senior scientists, tend to lower their morale 
and bring -about frustration in them*-,. So, as a trade-off ■ 
betw^^n exercise of some powers themselves by the project 
leaders in connection with their projects and got ting: these 
managed through the Head of Division, the former course is 
found to be advantageous from the point of view of saving time 
and retaining motivation of the :SGienti:Sfc'S*'.::'^.':’-:-''^^-:'S 
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Research is a creative activity. It racguires men of 
scholarship, integrity, dedication, with an attitudo of mind 
which talces -work and recreation as synonymous. An Institute 
dealing with research, therefore, should have an organisation 
structure ^propriate to its functions. Pro ject -based management 

of research in the Institute will create discrete performance 
units with distinct responsibilities assigned to scientists, 
whicSh with the provision of the necessary facilities required 
for executing tie projects, should motivate the scientists to 
put in their best performance. The project can, thus, be ■ 
treated as a re^onsibility centre with the pro ject leader - 
exetcising ■^ecific dsicgctions and being held adceunt able 
fob the results to ^ 

Such an approach would decentralise powers and distri- 
bute the. Head^^ and ’thQ pro ject leaders. 

The Head of B be delegated only those powers 

for .administering the common - 
facilities of the Division and for oo-ordinating its various 
aOadcanic and research activities. Laboratory facilities/' 
equipments, machinery, technical staff for support which are 
needed by more than one scientist in the Division wuld make 
a dornnon facility and, therefore, ^ouid be controlled and 
managed by the Head of Division. Exception may, IXjwevef, bo 
made in respect of such facilities of a minor nature which 


mmni 
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Involve an osqaenditure below a particular limit and, there-^^^^ ^ 
fore# can be provided to each project ind±vl<3Qal|,y. Those 
facilities and support services -vshich are pacific to a b 
project should be placed under the charge of the pro ject leader. 
The Head of Division would on joy powers as coordinator during 
his tenure of office* He may also be delegated powers as to 
any other scientist engaged in a definite research pro ject, 
which IT! ay be ooirmensurate with his responsibility for executing 
the .pro ject ' ' ■ ' ■ 

If financial and administrative powers are to be dele- 
gated to the project leaders, it would become necessary for the 
purjxjsGs of accountability that budget classification is also- 
structured in tebms of these projects and funds allocated 
accordingly# Not only that, accounting classification 
also need to be structured in a way as to provide for recording 
of transactions in terms of .account heads assigned to pro— 
jects-bnd their sub units.' 

are made in respect of 

Divisions# In t^ syst^ as suggested by us, these 

allocations wobld need to be decided upon in terms of projects. 
However, before that can bo done, the Principal Investigator 
of the project will have to do advance planning and prf^are 
detailed budget estimates for the preposed expenditure on the 
:project;Sdurfng tte:;e^ ’ financial; ;year'*rv;;;-^"V:":V;:;;>A.Pi:::::^ 
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These ixidget estimates prepared for a project ■would need 
to 'be scrutinised in the central office under the Director to 
ensure that they have been framed properly by using .accepted 
norms*' Necessary arrangements will have tp be made for the 
purpose. It is only after the budget estimates are appro vad by 
the Director, that the Principal investigator can exercise 
his delegated powers for sanctioning expenditure against thQ 
allott®! budget provision. The project authorities would, howe- 
ver, need the facilities of adninistrative and accounts aipport 
in the exercise of their delegated powers, for which also^^^^^^^^^^ ^ ^ 
Citable arrangonants would need to be worked out.' in such a 
schoTie, a repor'ving systat\ which keaps informed the Director/ 
periodically, about the use of delegations by the project 
auttorities and the corresponding achievatient s , would need to 
be designed to 'jn sure accountability for the expenditure 
incurred. The reports to^ be furnished to the Director or 
returns to be aatmit ted to his office should not be too many, 

■ and their number should be kept to the absolute minimum required. 

If. l^dget estimates are to.' be-- framed realisticauLly for a 
P.TO ject/ it is necessary that the research plans are pr^ared 
sufficiently in advance to enable a Principal investigator to 
determine properly the resource requirements for his project 
‘3u.ring the ensuing budget .jrear* It is also- ’essential that a 
Principal investigator should participate actively in the 
£|>i^nihg:i;0;f 'ohis; .research^ pro ject *• 



...'^WPWg,' , 

Sft# 

*^ 3 ® 

Ss* 

€i»^ 

% 9 ||^ 

'*'sff 

s» 

Npl' 

s» 


In the rosearch institutes under ICARy a substantial 
portion of the work done is in the form of research projects. 

A proper planning of these projects is/ therefore^ of utmost 
importance before pro ject -wise budgetary allocation of funds 
can be decided upon • Of course,, the planning process in these 
institutes has to be conducted wdthin the guidelines issued, 
by the ICAR headquarters for the achievement of its objectives 
r-i-garding the ^plication of science and technology to probl cams 
of agricultural production. These guidelines are used by the 
individual institutions as a guiding frame for the screening 
and selection of now research projects. These are also com— ■ 
municat id to the research scientists who are ©jpeetc-d to 
frame their research proposals within these guid.elines. 
participation of the Heads of Divisions and other sci«aitists ' 
in the workshops and ICAR panels also help in parcol the 

poiicios of the ICAR headquarters to the Divisions.' The research 
proposals arc requir';.;! to indicate clearly the resou.rces. : '^':^^^^^^^^^^^^^ 
required, estimated duration of the project and the results 
erspected from the pro ject . There is generally a Research ' ' 
Advisory Committed in every Division of an institute, w'hich 
first discusses the research proposal prepared by a scientist.- 
Next, all. the research proposals put forward by the various 
Divisions are discussed and screened at the. Institute* s level 
by its Scientific Research Council. The |jaad of Division can 
play an important and significant role both in directing 
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(deliberations of the Research Advisory Committee of the Division 
and .while participating in the discussions of the Scientific 
Research Ctouncil* We hope that by convention scientists of 
long standing in their discipline "would be enabled to provide 
acad®t\ic guidance in the deliberations of the Advisory Corwiittoe 
and Research Council, finally, all research projects are cleared 
by the Director of the institute. 

It is extranely important that a rigorous and meaningful 
screening is done of all research proposals before according 
approval to them right selection of projects is crucial 
because if those finally epprovad are not the proper ones, the 
in stitute will not be able to ac( 03 mplish its ob ject ives 
effectively. The screening of research proposals would demand 
considerable foresight on the part of those who scrutinise than, 
giving proper importance to the 'oreas of priority and keeping in 
view the expected benefits to accrue from a pro ject as against 
the estimated cost to be incurred. It is not only that a proper 
scrutiny of new research pro jects is of vital importance, evca:i 
the projects once approved and under implementation should be 
subjected to ethorough examination at periodical intervals. A, 
zero base planning exerci;^ should be conducted for each 
running project every five years to determine its justification 
for further continuance. Shch a planning exercise would involve 
an objective analysis of the project without getting bogged 
down by the commitments created over the past years during its 
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implaKientatibn • if this examination of the project reveals 
that expenditure on it is ;no rnor% a desirable investment and 
the results expected from the pro ject are not going to be 
commen&rate with the ‘further cost to, be incurred, there 
should not be any hesitation in dropping such a project. A. 
zero base planning every five years is, therefore, necessary 
to wean out all such running projects which have lost their 
utility and are not going to yield benefits commensurate idth 
the Farther Cost to be incurred on them. 


1?he budget estimates for the approved projects should 
be framed by the Principal: investigators for their 
projects. The resource requirenents for executing the project, 
like manpower, material, machinery, equipment, etc., need to 
be detarmined on the basis of scientific norms and standards for 
each of the inputs. This is essential to ranove adhoc or 
arbitrary approaches in framing the tudget by the project 
lender and in scrutiny of such budget estimates in the central 
office under the Director, A. joint exercise must be done 
before-hand bet«JQn r^resen tat ives of the scientists and the- 
administrative and finance authorities to work out agreed 
nojtms which may be acc€53table to the various parties ‘cp 
for estimating the irput requir^ents for projects and for 
converting those into financial terms. The allocation of 
funds to a project should bq decided on the basis of the 



tudgat estimates thus prs^ared. resourcG constraint or 

shortage in the availability of funds should^ bo absorbed by 
recaucing the number of pro jects, to be imp! cartent^^^^^ thcSi by 
distributing cuts' arbitrarily on the resource requirements of 
the projects acy^e^ted for exeesution. 

The important categories of inputs whoso requirements for 
executing a pro ject have been worked out on the basis of 
sci^tific norms can be indicated as i^ch in the project 
budget alongwith their conversion into expenditure estimates* 

A pro ject : leader can be delegated; finanGial.-powOr s oom 
with his reqpon Sibil it y^ to be exeJ^cised against the sanctioned 
bu%et for^^^h^^ He may even. at ed powers fo 

reappropriation of funds / within .pacified limits, between 
different categories of provisions, contained in his project bucket. 
Of cxDurse# powers for reappropriation pf funds from a proj 
where saving has occurred to another where excess e?p®ditu^^ 
reqnirod, havO to vest in the Director of ^the- lnstiMte.^^ 

A project budget tlais framed, scrutirii sod, and approved 
alongwith the necessary delegations,' can be used as asi accounta- 
bility document to hold the pro ject ledder responsible for the 
results to be achieved against the resources to be expended in ■' 
the execution of the project* A properly framed budget JBor ^ 
the pro ject is, therefore, essential to Correlate output of 
the project with the Qjpenditure incurred and to pin-point 
responsibility on the project leader for any lapse.' 
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A pertinGnt question -s^iich arises in this contescfc per- 
tains to the evaluation of performance of the scientists 
WDrking in a Division. At present/ the Head of Division 
writes the annual confidential report of the scientists in 
the Division. The position and role of the Head of Division 
as delineated in this report would, however, necessitate change 
in this systein of writing of confidential r«^orts of scientists 
by the Head of Division. In the changed schOTe of things 
whoi the acadeniG leadership is dispersed among the principal 
investigators for their respective projects, it would not be 
proper to leave vjith the Head of Division the function of 
ccamraenting on the academic or research pefformancG of the 
scientist s through theif confidential reports . Therefore# we 
are of the considerod opinion that the job of writing the 
annual confidential reports on the TOrk of scientists in a 
Division should no more be the function of the Head of Division, 
and alternative arrangements, should be worked out fcr the 

purposo.-; - \ - 

This raises an importe^t issue of evolving a suitaHe 
system for the assessmeait of performance of scientists.- ^ 
per the systom ^lich obtains currently, each scicaitist gives 
his ov^ description of the work done by him during the 
preceding year.- This self-evaluation is then commented upon 
by the Head of Division before transmitting it to the Director 
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who makes th^ final entry in the r^ort *■ Whareas the Director 
of rasponsi'ble for the output 

of the ninstitute, must be involved in ths assessment of the 
performance of scientists, the other procedures as at present 
existing need to be changed* In OTaller institutes, and 
particularly for the senior scientists, it should be possible 
for the Director himself to make .annual assessment of the wrk 
of thDSQ scientists in consultation with ^propriato panels 
of esfserts. ibr others, he may constitute panels of G3^erts for 
i^ecific disciplines fe>r carrying out, under his supervision, 
the annual per formance asses^ent of the sci on t i st s working 
in each of thee u disciplines, ■ In the case of bigger Institutes, 
the Director may need to be assisted by a larger nimber of such 
panels to cover even the performance assesanent of senior scien~ 
tists in addition to that of other scientists. The composition 
of these panels, each of which may comprise a minimum of three 
manbers, should be left to the discretion of the Director of the 
Institute, who may primarily draw upon the expertise available 
within the Institute, and if necessary, take the help of outside 
ejperts*.' , 
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CHitf>TER ~ 6 


THE SYSTEM OF Mi^^j^EMSNT CX)MTROL AND DELEGATIONS 



: Chapter - 6 

The System of Management Control and beleqatloni^ 

The project based man agment in terms of responsibility 
centres enables correlation of the inputs used or the Gspjondi-- 
ture incurred on a pro ject with the results achieved* Since 
this relationship between inputs and the resulting output ^ 
has to be established on the basis of scientific norms which 
Should be acceptable to the various parties concerned, the 
scherie helps in monitoring whether the pro ject is being 
Implanented and the resources of the organization utilized 
with the necessary efficiency and econony* 

The formulation of a budget plan for a pro ject sets 
the direction for the various activities to be in\pla:i\ anted . 
under it and makes cpordj.n at ion among them easier.. Such e 
coordination is necessary to be achieved bet vroen the various 
components of the pro ject, like sub-projects .and e3p>Qriments, 
to which pacific allotment of resources may be made. Also, 
against this budget pi ai, the actual operations taking place 
during the coixse of the year can be monitored, evaluated and 
reviewed at periodic intervals* Such a sch^e which relaJtiseS; 
performance to the ejpenditure of resources backed by an 
efficient information system for periodical r<^orting on the 

I r..r i.l'V 

actual achievanents should enable the Director to exercise an 
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Qffec^ivQ managerncait control on the implementation of the 
various projects.- 

. A, necessary component of the reqpirGd information system 
would be a properly structured accounting classification for 
. a detailed recording of transactions in terms of projects and 
their sub-units which may be sub-projects and experiments* Tbe 
information regarding progressive expenditure on a project must 
also be related to the corresponding achievements and periodi- 
cally r<^orted to the Director of the Institute. A system of 
codification may have to be evolved to facilitate identification 
of each item of expenditure with the specific project •• The 
fomat of reports to^^^^^b^^ submitted to the Director should include 
information regarding actual achievements in regard to a project 
both in S terms as compared to the 

budget plan for the same project. Aiy deviation of . actual 
acccmplishment fcpm^ tbs budget plan must be properly analysed and 
explained. It should also be indicated as tci what remedial 
action has been or is proposed to be tahen to correct the 
situaticn. Monitoring and analysis of such information in the 
central office- to assist the Director would facilitate exercise 
of mera^ement control on his part and make it more meaningful* 

This system ' wuld. necess creation of a monitoring 

cell in the central: office fgr the purposes of collection and 
analysis of information received from the project authorities.' 
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The information rogarciing prograsa of projects would need to 
bo oval’. 3 at Gd and reviowod by .the Director in order to exercise 
an effective managenent control*’ If an institute is of a’ 
small size and the span of control is contained within managea- 
ble limits for the Eirector to be able ■ to oversee the implemen- 
tation of all the projects, he may himself perform the task of 
evaluation and review of projects mth the assistance of staff 
in the central office* Otherwise, in cases where the siz© of 
the Institute is too big, the Director may be assisted for ^ch 
a t 3 ^e of work by a senior level scientist who may be appoin- 
ted as Joint Director . It i^ essential that the information, 
in finin;cial and non-monetary terms, received in the Gentral 
office regarding progress of pro ject s is evalu at od and analysed 
for variance, to lead to rmanagement action which may become 
neceesary to ; be taken ^by 'bhe^ Director*' , ■ 

Such a managenent Control system would help enforce 
accountabilit y of the pro ject leader for the research tasks 
assigned to him.' Eg t^ he can be held re^onsib.Te for 

the achievement of re^lt s, it is necessary to oisure that 
he is provided with, the, various facilities required for an 
effective implementation of his project.' These facilities 
may be in terms of the necessary delegation of powers, simple 
and workable administrative and financial procedures, and 
the necessary support services of accounts and administrative 
; staff '#V,'y:yi?-y '' -V ' . 
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The Qthos of a govi^-mmont departenent generally makes 
acoounts and administrative staff status cjjo or maintenance 
oriented. But the needs of a research organization are very- 
much different from those of a goverrment department, and 
therefore, its value systari has to be cultivat^ad so as to be 
development oricgited. The scientists are involved in research- 
ing into and understanding the problans of science and tech- 
nology for finding solutions in order to presnote and facili- 
tate agricultural growth and developmcait. The organisations 
within vfiich they work must , therefore, bo managed in such a 
way that the scientists are able to accomplish their tasks with 
the/utmost-efficiency.' 

delays for the procure- 
ment of materials# equipment and other supplies required by the 
scientists for their resecurch viork are often found as difficult 
stumbling blocks by than. The ju st if icatiens for tho variou s 
input requiranents have to be established at the time of 
.preparation# scrutiny and approval of budget estimates for a 
project. As a scientist starts operating on aich a budget# 

;he should have adequate powers to issue sanctions against the 
'approved estimates. Tir^ question# however# would oriaa for 
ensuring the necessary financial control as the espenditure is 
incurrea. for procuring the various inputs for which the 
provision has already been incorporated in the bu<^et.' At 
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present/ actual procurement is processed through corranittees 
>^ich are constituted either at the Divisional level or at the 
central level. These committees would generally include a 
number of scientists. In many caseS/ they also include 
representations from administrative and accounts sides. 

It must be recogniated that the primary a&inction of a 
scientist is to be engaged in a successfcl implena^itation of 
his research pro ject . He should/ therefore/ have to ^ead^^^ ^ 
as little time as possible on administrative activities. His 
having to attend to some of the essential aidninistrative wsork* 
pertaining to his project is only by way of a better alternative 
in a trade off between his pending seme time on these activi*-' 
ties or; his^ ■ 'having to procure facilities i^ecific ■ to^ his: ■ 
pro ject through- the Head of Division with the consoquent^^^- 
botherations -and irritations for him.- A scientist- slrpuid/ - r- 
therefore/ not be burdened with administrative -vox^h beyond, 
what is absolutely necessary to manage his project.- A 
suggestion is accordingly offerod that the commit tees for 
procurement of various inputs should comprise of a asonagament 
scientist assisting the Director in administrative functions 
and the Head of Division (if necessary) and include admini~ 
strative and finance personnel as considered necessary. The 
scientist oancamed with the procuram^t proposal should be 
included as a membar of the coirmitteG for his specific purpose 


only. A research scientist not concerned -with prooirorient ^ 
proposals of other scientists should not have to serve as a 
monber on committees meant for the purpose. Thci cpproach should 
be to spare as much time as possible of a scientist to enable 
him to devote it to his research work/ for the results of which 
he :is, to- be .held ■accountabie.' ■ \ " ^ 

Procurement of materials and equipment is a highly 
important function in the institutes of iCAR. A large nmber 
of irritations between the scientists and the achiinistrdtivo 
and accounts staff arise because of the long delays 
place in procurement and the non-availability of materials >hen 
n€^ded«- These delays cause inconvenionce to the scientists and 
disturb their programme schedule for completing their research*' 
Any effiort to procure material or equipmoit speedily often gets 
thwarted by the prescribed prd'CQdures for purchases and by a 
Strict observance of financial rules and regulations in order 
to avaid audit objections later. 

It is not suggested that certain proper rules / regulations 
and procedures should not be there. In fact/ these are qss<^-» 
tial to avoid chaos and cx)n fusion in the functioning of an 
institute. Vhat is, however, suggested is that the irksome and 
cumbersome procedures should bo analysed and, to the extent 
possible,* simplified to facilitate timely procuroment of 
supplies for the scientists.' The rules and regulations followed 


by the ICAR* c institutes are in most parts the sana as obtain- 
ing in the government departments* in fact ^ there is a . 
Specific provision in the iCAR Rules that the government j^Iqs 
will mutatis mutandis apply to ICAR and. its institutes* , 
research organisation, hovjever, would find it difficult ^ 
function effectively if it is bound by the constraints and 
restrictions of government rules and regulaticns*' The p^c^ 
dures applicable in a governmental situation wDuld have 
stagnating effect in meeting the demands and needs of scien- 
tists vjorking in a research institution *■ in Government, a . ^ 
sort of uniformity is maintained by go veming the d^artmental 
purchases by rules and regulations contained in the published 
documcaits like Delegation of Einancial Powers JRules,^-^G^ 
Financial Rules/ and Compilation of Treasury itjles*^--,.:^^v^^ 

sci<3iitists working in a research 
institute . are ■ very much dif f eroit f rm that of functionaries 
operating in a governmental org anisation , These scientist s* 
needs for materials and equijment arc urgent in most cases 
and relate to varied nature of stores and are also ^ecific 
in a number of cases* Very often they need materials of 
high quality and sophisticated scientific equipraont fcr 
conducting their research work* This requires considerable • ■ 
flexibility and discretion being available to a rosoarch 
institute in the matter cf purchase procedures and stores 


management. The IGAR is a registered society and has been 
endowed with an autohcxnous status. It can, therefiore, frame 
its own rules which may be' conducive to its objectives of 
promoting agricultural rassarch and odu cation . Tt can, and 
in fact has delegated a good amount of powers to the Directors 
of the various institutes functioning under it. The ICAR has, 
however, carried the legacy of government rules and regula- 
tions in the matters of purchase procedures for items above a 
certain limit . Tt may be stated that the ICAR being a body 
financed from public funds and, therefore, accountable to 
Parliament, can not completely dispense with some of the 
reqpirdments of government rules and procedures. But, ICAR 
also possesses a good amount of autoncamy to frame its owni rules 
and regulations to suit its particular needs. It has, 
ever, not so far effected the modifications ^d adjustments in 
its rules and regulations which are necessary and also possible 
to be made within the frame -WDrk of the govemmoit's requirement 
to improve the efficiency of the working of its institutes*' 

This procedural inflcsxibiUty has resulted in a number 
of irritations in the matter of making purchases^ particularly 
when they have to be transacted through the dgs & D, Considera- 
ble delays take place in obtaining materials and ognipm^t 
through DGS & D, and also large amounts of money belonging to 
the IC^ institutes remain outstan<iing as advances to DGS Sc D*. 


Any material or equipmaifc costing Rs* lo,ooo/~ or more 
has to be purchaseci through jlX 5S & D if it is covered by DGS & D 
rate contract. The procedure involves lot of delays in final- 
ly procuring the ite:n,' When materials of high quality and 
sophisticated scientific equipments are required to be purchased 
at rate contracts as finalized by the DGS & D, the procedural 
■wrangles involved take a very long time in finalizing indents,' 
Seme of the firms which have already got their rates approved 
by the DGS & D, quite often do not supply the itam on placing 
the order. The delays involved in going through varicu s 
procedures adversely af fect the research pro ject whose 
mentation suffers badly. In the case of an item not covered 
by the rate contract but whose cost exceeds Rs, 50, doo/^'y the 
purchase has to be made through DGS & D only. The DGS & D 
requires the approximate cost of the supplies alongwith ; : 
departmental charges to be deposited -with it in advance by 
the indcaittog party. 

To eliminate the inordinate delays which t^e place 
in procuring materials and equipment through DGS & D, the 
entire arrangement for the utilization of the services of 
DGS & D needs to be reviewed, Xt would be loetter if the ICAR 
can. organize its own agency for arrangijig centralised purchases 
for its institutes, and do away with the role of the DGS,& p 
in the matter of its purchases. This suggesticn, of course# 
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■would need to be examined in detail in its various aspects# 

There is, howevSir, . an: urgent need to remove the long delays 
which' at present take place while effecting purchases through 
DOS & D, and which cause lot of irritations and frustrations 
to the scientists because these seriously dislocate and upset 
thqir research work. 

It is of extreme importance that suitable systems are 
developed by the IGAR institutes for streamlining procurenent 
of materials/ and for their storage and supply. As observed by 
us in scame of the institutes, no systematic usage analysis of 
materials is being carried out at present . If it could be work®! 
out as to how much of different types of matarlals are used in 
the course of a year, it should make the task of planning for 
procurement in advance easier for kecking the level of availar- 
bility at a point so that t here is neither over-etocking nor 
shortage* A good gmount of itoms used in a research laboratory 
are uaially predictable .• Their requirement should be estimated 
well in advance and the procurement plained accordingly. Usago 
analysis can be of great help in forecasting demands of materials 
and in classifying items into categories of heavily, moderately 
and daringly used items d^ending upon the nature of research 
acti'^ty. An analysis of the pattern of consumption of materials 
can great ely help in determining the necessary procurement policy 
and procedires. 
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It has been observec^ that certain equipments possessed 
by different Divisions of an institute, which are required for 
use by scientists in another Division cb not easily become 
available to them. It may be desirable to consider that for 
such major equipments^ a centralised facility is created 
to which all the scientists in the Institute who need to use 
the equipment should have access according to a proper system 
established.' The scientists must/ however, be kept informed 
about the e^astenoe of these facilities in the institute* 

In- the matters: of purchases which are not required to 
be made through DGS & D, different procedures arc followed 
d«3p ending upon the cost of the item involved, if the cost 
of material to be purchased is more than Rs. lo,ooo/~ and 
does not caxceed, Rs. 50,000/-, and the item is not on the rate 
contract of dgs & d, the procuremcait has to be made through 
opc 2 n fcandir by advertising the requirement in new^epers.' 

In the case of stores where the cost does not. exceed Rs. 10,000 
the purbhase can be made through limited tender by direct 
invitation to selected firms. For itens of stores of a . 
proprietory nature or which are manufactured by a single firm,, 
an invitation to tender can be given, to that firm with the 
^proval of the oonpetent authority. There are also certain 
relaxations made for making purchases in case of an acute 
emergency, when stores con be purchased through negotiation 
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with one or more firms provided the reasons for suGh an action 
are recorded in the file* 

The procedural requirements for making purchase of 
material costing less than Rs, lo;ooo/- are that quotations 
have to be invited by direct invitation to a limited number 
of firms and the purchase effected from lowest- quoter. However, 
on several occasions, the scientists concerned do not want to 
accent the offer of the lowest quoter and find another epota- 
tion as more > suitable for their purpose. This is a situation 
where the scientist should be assisted by a finance es^pert in 
justifying a higher quotation as more beneficial# so that there 
are no problems encountered later with Mdit. After obtaining 
all the facts from the scientist regarding cost estimates over 
the life span of the equipmoot or machinery and the benefits 
to be obtained during the same period, the financial e3p>Qrt 
Should try to establish on record the justification fe>r select— 
ing a higher quotation. He may even use techniques like 
discounted cash flow if it is found relevant for the purpose 
in a particular situation. Even otherwise, efforts should be 
made to formulate and have a simplified purchase manual for 
ICAR institutes so that audit objections are ki^t to a minimum.' 

It will be an inefficient and unoconorhiGal utilisation of 
time and effort of various functionaries if the sane procedures 
have to be followed for processing cases of purchases irre^eo- 
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tivG of the sizQ of the amount involved, it is only purchases 
involving espenditura above a specified limit (say Rs. looo or 
some other reasonable amount) that these should be- pjobcessed^ 
by a committee based in the central office to %''hich the ;• 

scientist concerned, requiring the particular iten, is co- 
opted as a mornbar for the purposes of his purchase only.' The^^^^^^^ 
purchases of materials which involve ej^aiditure of amounts 
lass than this limit may be handled vdthin the Division. 3En 
the case of smaller items of purchase, it should not be ■ I 
necessary to obtain three quotations,; The scientist competent 
to sanction the purchase alongwith twb other officials from 
his Division should be sufficient tb decide on the purchase^^^^^^^^^^^^^^^ 
even ^^hen three quotations are hot available for the 

This should, however, not apply to common use items 
which are required by various Divisions in the Institute, and 
which should be procured by the central purchase section of 
the Institute* Of course, advance planning must be done on 
the part of ail Concerned for estimating the requirements of 
such items, and the necessary action taken to procure these 
well on time. It is only in exceptional situations when these 
items are not available in the central stores, that the scien- 
tists should possess powers for effecting the necessary purchase 
after observing the prescribed procedures. Bor those materials 
which can be purchased without having to go through the conitral 
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purchase committee, and are required for use by various 
scientists, the central office may cpprovs some firms and 
settle rates ■with thOT for these articles, so that a scientist 
is able to make the purchase from these approved suppliers 
without pending time on various procedural requirements. 

To cut Short delays in m^ing purchases of materials and 
eqjuipment required by the scientists for their research work, 
in addition* to rationalising the purchase procedures and rules, 
adequate powers need also to be delegated to different levels of 
scientist s • A oonsiderable OTount of administrative and financial 
powers have been delegated 1^. the ICAR to tha Directors of the 
research institutes -functioning under it. The D in 

their turn have redelegated some of their powers to some of the 
sci^tific and non-sdientific personnel working in their 
institutes^ There are, howevar> different patterns. of redolega— 
ti on s obtaining in the various institutes. Generally, a Head of 
Division', is delegated powers to sanction a purchase upto a certain 
limit.' The. maximum of such a limit ib auy institute is Rg. 5000/-. 
In some institutes different grades of sci^tists, even whcai they 
are not occupying the position of Head of Division, have also 
been delegated powers for sanctioning^ purchases within prescri- 
bed'.limits*. After the Head of Division or the competent scien- 
tist sanctions a purchase, it, goes to the central purchase 
section for floating the necessary tender. After receipt of 
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quotations from the interested aippliers/ availability of 
funds is got verified from the accounts section and the 
necessary orders placed on the firm "sshose quotation is selec- 
ted by the purchase .commit tee,'. ■ 

In a project based system of roj^onsibility centres, 
powers for sanctioning a purchase upto Rs. 5000 /- should be 
delegated to each pro ject leader provided he is S -3 grade 
scientist'- or of above level. Other levels of sGienti9ts, 
i .e*, S -2 grade and s-1 grade should be delegated downward^ 
graded powers for sanction of purchases, say, Rs. 3000 for 
S-2 grade scientist and Rs. looo for S~1 grade scientist or 
some other suitable limits, a Head of Division may also be 
delegated powers for sanctioning purchase upto Rs. 5ooo/— 
i f he hcppen s to be p rincip al invest igator o f a pro ject . He 
may, in addition,; be delegated specified powers for sanction- 
ing purchaSGS in his -capacity as Head of Division to maintain 
and meet the requirements of common- facilities of the Division.' 
Bnhanced delQgations -would be necessary for a scientist who 
is inch'^ge ,o f a, regional centre located at a place far 
removed, , from the headquarters of the institute. ' The delega- 
tion pattern for such regional centros would need to be framed 
after making Mihorough study of their specific needs and by 
striking a balance between* the requirements of financial control 
and providing the necessajcy facilities to the scientists. ’ 
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In most of tlie institutes powers have been delegated to 
Heads of Divisions to mahe purchasss directly/ without inviting 
quotations"' of itons of stores upto a specified limit of 
e35)(anditure/ which ranges from Rs. ICO/— to Rs. 250/—. Such a 
purchase can be made without obtaining verification of the 
availability of funds from the central office. Xf budget allot- 
ments are to be made on the basis of projects after their 
estimates have b^n duly scrutinised and approved, even verifica- 
tion of the availability of funds for purchase sanctions of 
higher anounts, hut within the allotted funds, should not be 
necessary.' • 

limit of Rs. 250/- for making urgent purchases 
without Qpotations is too low in view of the price situation 
of the present. This limit should be Gonsiderably increased, 
say, to Rs. 1000/- (or some other reasonable anount) , and the 
delegation should be exerGi sable by the scientist incharge of 
a pro ject . Sut, such a purchase, without inviting quotations 
should be effected by a small group of three officers, one the 
scientist concerned himself and tw others from his Division.* 
This would onaire the interests of financial control.' Because, 
financial control should be deemed to have started when there 
are more than one individual taking part in a transaction. 

The procedure according to which the scientist concerned has 
to associate two more officers wdth such a type of purchase',' 
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would provide the necessary control mechanism/ even when the 
purchase is made without inviting quotations.- This should he/ 
and large/ the procedural requirement.- But the EdLroctor 
of the institute may at his discretion di^ense x-d-th such a 
requironent in the case of purchases of vary small items 
involving petty expenditure not exceeding Rs. loo/-.- The 
Director may accept the production of a voucher pertaining to 
the purchase as sufficient proof for a petty Q3penditure.- 

Bor an efficient manageiaent of their respective pro jeets, 
using the facilities provided ^d exercising the delegations 
given to thcati/ the pro joct leaders would need adequate adminis- 
trative and accounts support. If the scieaitists have to^^^^ ^ 
exercise their powers properly they must understand the 
prescribed rules and procedures having bearing on such actions. 
The observance of rulss and regal at ions on the part of 
scientists is essential so that audit objections are not attrao- 
ted \\hich would otherwise consume their time on a non -research 
activity. The scientists* awaroiess of the reqairaments of 
financial rules can be caisured if each Division is equipped 
with Gcmpetent administrative/accounts personnel who should 
provide the needed support to the Head of Division and other 
Project Loaders in the Division.. 

The ICAR has delegated considerable amount of powers 
and the necessary autonomy for internal management/ to the 



institutes under its control so that they may be able to 
create tha nccassary support syston for their scientific 
activities* Within the broad framework of delegations from 
the ICAR and prescribed hormsV each institute is free to evolve 
its own administrative system to aiit its specific needs and 
to ensure a high level of performance. Bach institute must, 
therefore^ work out appropriate arrangements for providing 
the necessary administrative and accounts support to the Head 
of Division and other Project Leaders in the Division to 
facilitate the exercise of delegated powers by than • 

D(pending upon the strength of a Division snd using 
scientific norms, the requiranents of each Division for ^ ^ ^ 

administrative and accounts staff should be worked out. This 
complement of supporting staff Which should be provided to a 
Division, would make a conmon facility for the Division 
and, therefore/ should be placed under the control of the 
Head of Division . They would, however , assist the Head of 
Division and other scientists incharge of projects in 
maintaining records for the various projects being implonented 
in the Division, and &r the use of common faciliticss of the 
Division. The supporting administrative and accounts staff 
would also provide the necessary help to scientists in their 
taking administrative actions like purchases of materials and 



During our discussions with sciantistS/ wq were also 
told about their complaint regarding laOk of taping facilities 
for getting their scientific papers t^ped. on time. Same of 
th<3m in fact told us that they have to do typing of their 
p^ers thtimselvQs or get them typed on payment basis*' Possibly^ 
the inpression outside these institutes/ and may be in the 
XCAR also /is that these institutes are overstaffed with 
secretarial personnel . On the contrary/ the scientists have 
been feeling soar about not having been abLe to get even tlKJ . 
minimumi of secretariat service/ like typing • xt is necossajcy/ 
theroforo/ that work study should be conducted to assess the 
adequacy of typing and stenogrphic services aVcttlabLe in 
various institutes fianctioning under the control of 
Based on aiitable norms, a proper ratio should be established 
between the number of scientists working in a Division and the 
requiromOTt of typists/ stenographers. It would be better if 
this job of conducting work study in various institutes of 
the iCwSR to determine the requirements of administrative and 
other aipporting staff is assigned to an outside agency posses- 
sing expertise in the field. 









C3i5pter ~ 7 ■ ■ 

other Related Matters 

The complaints of the scientists regarding inordinate 
delays which occur in the procurenent of materials and equip~ 
ment needed for their research work are justified and should 
be sought to be removed by rationalizing the purchase procedures 
There iS/ however, lack of enough understc-andlng on their part 
also of how to make use of the actninist native arrangemcjnts 
of the organisation to obtain better service. Thay fail to 
appreciate that some administrative and financial procedures^^^ 
have to be, prescribed by the organisation for an 
management of its activities. Also, certain rules and regula- 
tions will be required to be observed in the matter of purchases 
to <31 sure the necessary ::f inancial;. ODntrol .■ a 

■Whereas constraining procedures can be rational izefl and 
sinplified emd also reforms can be brought about in the out- 
moded rules and regulations, hum ai factor will- continue to be 
important in the matter of dealings betweesn the scientists and ,- 
the admihistrative personnel. It is true that the administra- 
tive and accounts staff should be re^onsive to the needs of 
the scientists and be considerate to their problems, the 
scientists must also realize the difficulties of the administrar^ 
tive side in completing the various formalities required for 
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processing eases to effect purchases for supply of materials 
and ecjaipraent to the scientists. Xf only the scientist s could 
plan ^d corronunic ate their reciLiirements aifficiently in advance 
allowing for the usual lead time for procurement/ delays affect- 
ing the research ■MDJTk of the scientists would be considerably 
reducad. The scientists must understand and ^preciate the 
limitations of the adninistrative personnel and try to co-operate 
with them for getting better service in return* One important 
way to facilitate the WDrk of the administrative and purchase 
sections is to inform thQii regarding re<|uirer\Qnts of the 
scientists well in advance so that these sections could gear 
their machinery for procuring the itons of stores on time. 

It is imperative that the scientists* perception of the 
problems of adhiinistration is made realistic So that 
ejpectations from the administrative side are brought into proper 
focMs*' considerably improve the ■working relation- 

ship between the two parties. To bring about the necessary 
change in the attitude of scientists/ it is essential that they 
are given some training in accounts and financial matters and 
arc made aware of the requirtanents and probleris of the adninistra?- 
tive system •• The perception of the scientists about the role 
of the adninistration/acoounts would undergo a change for the 
better when they are able to understand properly the limita- 
tions placed by various rules and regulations within the esmbit 
of Which the adriinist ration has to function. 



-74-,. 

It is understood that the scientists selected on the 
basis of the competitive exanination for recruitment to the 
Agricultural Research Service are required to undergo an 
intensive course of study and training at the Staff Collsgs 
for Agriculture at Hyderabad during their probationary period. 
This opportunity should be utilised for inparting knowledge to 
the scientists about the essentials of the administrative 
syston including basic information on the financial rules end 
procedures *• The scien t ist s voho have alre ady been inducted 
into the Agricultural research Service including those 
occupying senior positions shculd also be imparted knowledge 
about the administrative system and the financial rules and 
regulations through short term training courses organized^^^^^^^ 
specially for the purpose* It wsuld also help matters if an 
up-to-date compilation of rules and regulaticns is prepared 
in a cohesive and compact form ani is made available far use 
by the scientists.- .. 

There are, at present/ three types of audit: being cpnduc 
ted of the ICAR institutes. One is External Audit dohe once 
a year by the statutory agency of the Comptroller; and Auditor 
General. This is fully justified and is necessary to ensure 
financial accountability of the executing agencies to the 
Controlling authorities and of the organization concernesd^ to 
Parliament, statutory audit also looks into propriety of 
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eo^penditures incurred in order fco ensure that public funds are 
properly and econoinically ^ent . 

The other tm types of audit are conduct ad by internal 
agencies, one fJbm within the Tnstitute and anoth -r from the 
ICAR headquarters# The accounts staff of an institute, at 
pres^t,perform a variety of functions. They attend to the 
woEk of examining financial proposals and the scrutiny of 
budgat estimat es for these • They are al so responsible for the 
maintenance of accounts and for attending to requirements of 
statutory audit "oy the concerned Accountant cseneral.; The 
AcoDunts Officer acts as an adviser to the Director of the 
Institute on financial matters and also provides liaison with 
ICAR headquart(Si-s for these purposes. Another important 
function of the Accounts Officer is to conduct internal audit of 
the various establislments warding in the Institute, He exercises 
pre-check on all the bills before they are paid and is ra^onsi*- 
ble for the compilation of accounts of the Institute.' 

The audit conducted periodically by the ini^ectio.n wing 
of ICAR covers more or less the same ground as- done by the 
Acoountant General* s tean. Quite often the objections raised 
and the issues made out are on the same subjects as taken up 
by the statutory audit. The Institute* s staff, in such cases, 
have to do the same work over again entailing lot of time and 
energy, to provide answers and to satisfy the audit tean from 
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the iC^iR' headquarters • Xt is, therefore, suggested that to 
lighten the work of the institutes and also to make investiga- 
tions by the I Gi^ audit team more meaningful to really contri- 
bute to the efficient functioning of the institutes, the 
approach to audit by the ICAR agency should be completely 
refashioned, Inst sad of conducting financial audit in the 
Sara ©way as is done by the Accountant General's team, the 
ICAR audit agency should, at longer intervals, inject the 
^sterns installed in the institutes for the conduct of internal 
audit. It should work out useful suggestions to help raanagement 
in the successful discharge of their functions. It- may also 
make rscoirimendat ions to properly streamline the internal audit 
syst0Ti of the institutes.' " • 

The internal audit agency in an institute ^ould dev slop 
two types of specializations - one foiC financial audit and the 
other for management audit. The management audit wing should 
assist the monitoring of projects to help the Director in 
their evaluation and review, xt should focus its efforts to 
analysiug ependiture on different projects in order to exaraino 
whether the projects are being executed economically and. 
whether they are producing the results epected of them,- The 
'lnfO:nmation ;;g;enerated:::;thr6ugh;;;mahagemfent':;:au 
the Director in taking whatever remedial action becxracs 
necessaryi';; I;:; 
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Thar Q is a thinking in favour of involving mora and more 
scigntists in the administration of various activifeicis of thG 
Divisions and tha JnstitutG. This is sought to he sacurad 
through their participation in committees constituted for 
purposes/ like preparation of budget estimates and alloca- 
tion of funds anong projects/ managing ccronon facilities, 
maintenance of tran^ort/ allotment of labour, assignment of 
laboratory space, floating of tenders and selection of quota- 
tions for making purchases, managsmonit of stores, discussion 
and approval of research pro jects formulated by the scientists, 
curriculum for studies, allotment of students and classes to 
scientists as faculty mcanbtirs, assignment of Ph.D scholars, 
management of library, etc A large variety of committees 
Gonstituted in the institutes of the ICAR transact various 
types of funGtions, which can be Categorized either as acadcanic 
or aS administrative* 

^ an earlier section , a scientist 

should be turdened as little as possible with non-academic wrk: 
so as to leave enough time with him to devote to his scientific 
research*: His participation in research and academic csommittees 
may be alright for his growth and devslopmoit • Tt may also give 
him a feeling of involvement in the activities of the institute 
and provide him with the necessary perspective for the research 
work he has to do* Hit, his association with so many non— acadiimic 



^ 


r 

i 

P 

P 

I 

» 

P 

I 

I 

I 

> 

* 

» 

I 

I 

f 

t 

I 

I 

¥ 

f 

f 

f 

» 

t 



;,Gcpipifctees fcransaating different types of administrative 
wpxk' fgr the scientists in the Division or the Institu--e can 
not be appreciatad.- rt certainly takes away lot of his 
Valuable time vhich could usefully be spent on his primary 
job of research. • b 

It is# tharafore, suggested that the participation 
of scientists in non -academic committees should be kept 
to the absolute minimum. These cnirmittees should mainly 
be composed of administrative and accounts personnel and 
presided over by a management scientist ' if necessary .v 
A Head of ...Division may be taken as a racmlber o^' the 
Committee when matt.ers pertaining to "his l>ivisidn are t 
be transacted A scientist should -also’ 'participate as ^ 
a member of v.-a non-academic committee when mat ter s directly 
pertaining to his project ■ have 'to be transacted 'by :the^^^^ 
commit tee 0 Such a; participation by a scientist in • the 
work of §1 non-academic committee may even be desirable 
to remove any complaints on his part of not being treated 
properly so far as administrative matters relating to his 
project are concerned. Bit/ beyond this/ a scientist 
should be spared the maximum time possible to devote to 
bis creative activity of research, by not involving him in 
non-academic committees* 
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Mother problOT which attracteci our attention is regarding 
allotment of stud.<aits among scientists for guiding their 
research and other acadorsic work, Thera war© bitter complaints 
hoard, from scientists about the lack of a rational criterion 
for taking decisions in these matt ers . it is suggested that 
the Director of the institute himself should take active 
interest in the matter of allotment of students and classes 
to scientists and in enlisting them as faculty members so 
that some fair criteria -may get evolved -.-for t he purpose 

^ confined to the 

administration of the Divisions in the institutes under the 
ICAR, wo have also touched upon sotg related issues and 
problernSr We do^^^^r^ that there are no simple solutions' to 

the comply problems of the research institutions and the ■ 
scientists working therein. These problems pertain to issues 
of hierarchy, and are financial procedural and psychological 
in nature. Nevertheless, we are convinced that the remedies' 
suggested by us would bring about significant improvements 
in the administration of the Divisions, ’tiiich play pivotal 
role in the organisational systen of the ICi*^ institutes.’ 

Given the desire on the part of the council to introduce 
functional innovative measures and a reciprocal ro^onse frcsn 



our sliicQre and dedicated agricultural scientii^ conrounity, 
we are confident that our reconmendations will be considered 
and irtpieraented in the spirit in which these are put forth*' 



